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Organisation and Kethoda Service 

Study of Work Measurement In Basle Intelligence I i vision, Office of 
Research and Reports 

t lour saanoranduia, dated 1 ; fovember 1953 


X. As requested in your memorandum, we have studied the » ork 
m e asure m e n t techniques used in the editorial Branch of 
ligesee Biviaion/oRK. Intervi ews were conducted with Hr. 
the Division Chief; Hr. HHI, Editorial Branch Chief; Mr. I 
Chief of ORH Administration; Kr.^^^Hof the Controller* s 
Budget Division, and with various BSD personnel, including two of 
the editors. In addition, the following material# have been re- 
v la wed; BID budget* for fiscal year# 195h and 1955; PH* aonth?^ 
reports; atstiatical records maintained at Division mr\d Branch 
level, and record* maintained by the editors. 
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8. The essential elesents of a work measurement system in- 
dude standard work units f-nd standard time units which provide for 
norms a gains t which productivity can be measured by using a ratio 
of volume time spent; and i formal record-keeping and summary re- 
porting system which provide comparative data relating to the per- 
formance of employees or groups of employees. Such reports can 
be used in budgeting, in employee evaluation, in procedures im- 
provement, etc. 


3. In terms of the above no genuine work measurement system 
exists in the Editorial french of Basle Intelligence Division, nor 
is thore evidence that sudh a system was intended. There are no 
standard work units or time units, and it is doubtful that such 
unite could be established in view of the present function# of the 
Branch. The Branch is responsible for evaluating the quality of 
•actions of the Rational Intelligence Survey contributed by I*C 
memb ers, in terms of intelligence value, accuracy of facts, adequacy 
of research, editorial correctness, e'c. Such evaluations are 
purely subjective; they ere based upon the knowledge and experience 
of the editors. Each BIS section 1 b different from other sections, 
in length, in content, in quality and in editorial correctness. 

The time required to edit flections will always vary, either because 
of length or because of content. 

There Is no summary reporting of the relative efficiency 
of personnel or units, nor are records maintained with the objective 
of applying them to such reports, certain records are maintained 
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In the Ulvisios and in the Branch, but their work m«eeur*®ent vslu® 
If questionable. **h«y includes 


«. A 9*l« count , "hie 1* »ad« by the secretary to the 
iidl tcrial Branch C-kief before editor*® *ec the wetcrlal. t 
consists of counting each page of on Incoming section of the 
HIS, end recording this figure ea o 3 B * 5* card, together 
with the section and Chapter misiber and the editor * “f®®* 

This could la not Indicative of an editor’s productivity. 

Sfteh page of graphics of statistics! material In counted as 
one page, end each partial or half page is counted ns one 
peas, fines no ©cent if node after editing, the page wunt 
recorded la the trench Chief’s office will he frequently in- 
accurate. It dose set take into account page* edied or 
deleted during editing. It doe* not distinguish pages edited 
frost pages published. Bid it does not distinguish simple page® 
from pages of complex material. There is no fcTidencethat 
the page count figure he* ever been need for evaluating employee 
production effieienoy, for budgeting or for any of the nor® si 
uses of work measurement data. 


b. a man-h our ogqnt . This 1* **de by the individual 
editor on a" day te day nesis, a* he marks on a section. The 
figure includes only full days or half-days, and does not 
take into account tine spent on work other than editing a par- 
ticular section. This Information is recorded on the 3 *5 

cards mentioned in a. above. It is broken down into hours by 
a simple division ty eight. Cbviously, such data is inadecuate 
for precise meavureeents ef employee productivity, the man- 
hours figure has, apparently, not been used for any report or 
evaluation of productivity. 


c. A count of ssStlone received . This count is made by 
the mvlslci^^ef^* »e«»tary and is presented In budget os- 
tlmat es and is nonthly BIT reperte. It tppesrs that this xs 
the only date need te t assure productivity ef the Editorial 
Branch, and it does set refer to employee performance. 


d. A record ef Category gating assigned , 4ft*r *n 
editor has completed 'b! e wort et ft section of the *l c , h« 
ea signs s Cattgeiy Biting - Category I, IT or Til - "hifh 
an indication of his opinion con earning the reality of the 
MO tion completed. A Category I section is one which fully 
satisfies "the fundamental retirements of a well-prepared and 
we 11 - coordinated basic intelligence study, including such 
essent ials as sound research , clear presentation, and substan- 
tive adequacy* • / Category II section le one which, with 

reasonable editorial Support, win satisfy ainircua m stan- 
dards. A Category IT! section will not satisfy minimum SJ- 
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itisdards without major revision. f actions with lower 0st®f ory 
Railage trill normally require wora aditorlal work. 


The assignment of these Category Ratings is purely 
subjective, being based apon the editor's analysis of the sec- 
tion, sines he mst deternin* whether a section is based apon 
"sound research*' v and whether it has * substantive adequacy" ; 
etc. Each south , the Category Hating* assigned during t hat 
month are discussed at f meting of all editors with Hr. 

In order to determine whether there are any disagreements. 

The editors interviewed have indicated that there are few dis- 
agreenente on Category fating*. A record of the Category 
flat lag assigned by an editor to a suction is made on the 3” v 
5« card Mentioned above when the completed section is returned 
to the Editorial tranoh Chief, A summary report of Category 
Ratings ie diesenlnated to the contributing TAG agencies. 

"•here is no indication cf a use of Category Ratings In any re- 
port of employee productivity. 

It. The records Maintained by BIT can not be need to measure 
accurately the production efficiency of individual employees or of 
groups of employees. Mr. the Chief of Editorial Branch, 

has stated that such figures are rarely referred to, and that in 
evaluating an employee f » performance, they can serve only as a guide 
Ko Bra aoh-wida or rivision-w! da policy regarding the application 
of these da ta to measure- production efficiency has been promulgated. 
j*y, b* 8 stated that trey are used to evaluate an employee's 

performance only in the sheer ce of other tangible evidence • l t is 
obvious , however, that eve® i;ucb an application ie primarily sub- 
jective and must take into account nor~ir»#a8urable factors. 
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Organinstlon & Methods Examiner Acting Management Officer 

0&M/RLB:ee (1 December 1953/ 
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